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PREFACE 

During the past three years, the Northwest Regional Exchange has 
sponsored the development of focused research reports whose topics have 
been identified by members of the Northwest Regional Exchange Advisory 
Board representing the states of Oregon, Alaska, Hawaii, Washington, 
Montana, Idaho and the Commonwealth of the Northern Mariana Islands. We 
have found the development of these reports to be an effective 
dissemination strategy that effectively and efficiently. moves the 
research knowledge base to the user level. 

Each report is in response to state-defined information needs and is 
intended to influence the improvement of practice. In each case, a 
specific knowledge base, anchored in research and development, is 
analyzed and synthesized. The process is more telescopic than broadly 
comprehensive in nature. Elements of careful selectivity and 
professional judgment come into play as' authors examine the information 
against the backdrops of current state needs, directions, and/or 
interests. As a result, research-based implications and recommendations 
for action emerge that are targeted to the region. 

This particular report is in response to a common regional need and has 
been designed in two parts. As each state carefully examines the 
emerging knowledge bases in such topical areas as effective schooling, 
instructional leadership, organi-sational development, and futures/trends, 
it becomes obvious that the roles and functions of state and district 
level personnel must be analyzed and realigned to support school -based 
change. This research report, in two parts, addresses the role and 
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function of technical assistance In educational settings. Part I, A 
Research Synthesis * explores technical assistance as a process as well as 
the consulting roles that relate t:o it. Part II, Implementing the 
Research: The Effective Delivery of Technical Assistance , examines 
selected change models for establishing technical, assistance systems and 
Implications for action. The reader may find Part t useful in acquiring 
some basic understandings about technical assistance. \^ Part II# on the 
other handf contains a variety of models and techniques that can be used 
as tools for restructuring existing technical assistance systems and 
roles or, if appropriate, establishing new systems and roles so that* they 
most effectively support school-based Improvement efforts. 



J. T. Pascarelll 
August, 1984 
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ABSTRACT 



currently, there is rapid growth in the number of technical assistance 
organizations serving educational settings: 

A technical assistance system is most properly viewed 
as a conmunicatipns network. It is a temporary and 
constantly changing organization in which members 
initiate and maintain communication concerning 
specific problems and solution strategies. Everything 
in the technical assistance system is directed toward 
the initiation and maintenance of this communication. 
Its structure and function is partly determined by the 
content or information the system is appointed to 
deliver,, partly by the characteristics $f the 
•customers" or client organizations, and partly by the 
character and style of the membership of the technical 
assistance organization (Stedman 1980) . 

# 

Based on this description of technical assistance systems as complex 
communications networks, a literature search was initiated to help 
determine specific aspects of effective technical assistance systems or 
organizations. Two separate studies resulted from our inquiry. Part I: 
"A Research Synthesis," presents an overview of major research and 
literature findings, including the extant knowledge base and the 
state-of-the-art. in technical assistance. Part II: "Implementing the 
Research: The Effective Delivery of Technical Assistance," is more 
process-oriented; that is) it sequentially specifies the steps found to 
be effective in the successful delivery of technical assistance* 

Following are the primary purposes which guided our study of effective 
technical assistance programs and processes: 
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• To synthesize recent literature and research findings 

• To provide educational personnel involved in delivering 
technical assistance services to clients with comprehensive 
knowledge and background related to effective technical 
assistance 

• To enhance and improve the capacities of those involved in 
technical assistance programs so they may work more efficiently 
and effectively with colleagues 

• To provide educational personnel with appropriate information so 
they may make better use of technical assistance services 

Both Part I and Part II of the study serve a variety of audiences 

« 

including consultants, organizational development specialists, 
disseminators, linking agents, change agents and others currently 
involved in the delivery of technical assistance. In addition, both 
parts of the study also serve the following groups: 

• Persons who are currently planning for or participating in 
tc^chnical assistance or in-service activities, including 
trainers, participants, continuing education personnel and 
managers/ administrators 

• Persons who are involved in graduate training activities 
including personnel in educational administration, special 
education, adult and continuing education and educational 
technology 

e Persons who wish to know more about technical assistance systems 
and how they operate 
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It is our intent to present, in two parts, a synthesis of the literature 
and research findings regarding effective technical assistance models, 
processes and strategies. Additionally, in Part H, we offer a set of 
finite recommendations to move the findings toward iroplementatidn to help 
those involved in technical assistance programs to provide ^pore effective 
communications networks and ultimately, better serve their client 
organizations. For as Bkendahl (1979) points out, the overarching goal 
of consultation (i.e., technical assistance) is to bring about change for 
che better. 



I. INTRODUCTION 

Technical Asaiatance^ Communication and the Phenomeno logy of Change 

♦ 

Educational change ia implicit to the role of thoae delivering technical 
assistance; hsncsr a discussion of change and the position taken in this 
atudy on educational change ia warranted. Aa has been noted, there is 
currently rapid growth in the number of TA organizations serving 
educational aettinga. Thiajdevelopment ia a direct reault of the 
ineatimable number of innovative programa that have been put into 
educational practice aince the beginning of the 19608 » including all 
educational changea through legialation* new and reviaed curricula aa 
well aa a hoat of "apecial projecta." 

Pullan (1982) identifiea the main factors which relate to adoption or 
deciaions to change and suggests the reasons why individuals or groups 
decide to embark on change include peraonal preatige, bureaucratic 
aelf-intereat, political reaponaiveneaa and concern for aolving an unmet 
need. Since the 19608 » change has become one of many "bandwagons" and 
"standard operating procedure" for school people. Yet regardless of the 
reasons that underscored the motivation to change, most of the efforts 
were unsuccessful and showed that planned change attempts rarely succeed 
as intended. Pullan (1982) suggeata part of the problem lies in the 
confuaion between the terma "change" and "progreas" » 
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...people do not have a cleatr coherent sense of 
meaning about what educational change is foe, what it 
is and how it proceeds* Thus> there is much fiaddism, 
superficiality r confusion, failure of change programs, 
unwarranted and misdirected resistance and 
misunderstood reforms. What we need is a more 
coherent picture that people who are involved in or 
affected by educational change can use to make sense 
of what they and others are doing. 



Fullan and other researchers in looking at misdirected change efforts 
from the 19608 and 1970s suggest the problem of meaning is central to 
educational change. At the core of any change effort is the 
phenomenology of change, that is, how people actually experience change 
as distinct from how it might have been intended (Fullan, 1982) • 

To be effective, those persons involved in technical assistance must 
examine both the what of change (the content) and the how of change (the 
process) . Both areas must have meaning to the client organization 
(Fullan 1982) x 



Meaning must be accomplished in relation to both these 
aspects. It is possible to be crystal clear about 
what one wants and be totally inept at achieving it. 
Or to be skilled at managing change but empty-headed 
about what changes are most needed. To make matters 
more difficult, we often do not know what we want, or 
do not know the actual consequence of a particular 
direction, until we try to get there. Thus, on the 
one hand, we need to keep in mind the values and goals 
and consequences associated with specific educational 
changes, and on the other hand, we need to comprehend 
the dynamics of educational change as a sociopolitical 
process Involving all kinds of individual, classroom, 
school, local, regional and national factors at work 
in Interactive ways. 



*Note: For purposes of this paper, we shall use the term "consultants" 
to include such role specific groups as organizational development 
specialists, disseminators, linking agents, change agents and others. 
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Consultants .josed to understand the relationship between good theory and 
practice->-one does not exist without the other. Often, no distinction is 
made between theories of change (those factors which cause change) and 
theories of changing (how to influence those causes) (Pullan 1380). 
Consultants need to ask themselves the following question: "What is 
school reform for?— a question which all too frequently gets lost when we 
are immersed in promoting or resisting given change efforts. Fighting 
for or against change can easily become an end in itself" (Pullan 1982). 

Many of the educational innovations introduced in schools or districts 
are unrelated to the stated purposes of education; they are often biased 
and poorly planned. Therefore, such changes do not result in progress. 
To be effective and sustaining, change must always be "viewed" in 
relation to the particular values, goals and outcomes it serves: 
"something which is frequently difficult to assess in education, partly 
because rhetoric differs from reality and consequences cannot easily be 
determined or measured" (Fullan 1982) . 

The following ten assumptions are identified as basic to a successful 
approach to educational change (Fullan 1982) t 

1) Consultants should not assume that their version of what should 
be is the one that should or could be implemented. Consultants 
should assume that successful implementation consists of some 
transformation or continual development of initial ideas. 

2) Consultants should assume that any significaij|^nno^ation, if it 
is to result in change, requires individual clients 
(implementers) to work out their own meaning. Effective 
implementation is a process of clarification. 

0550s 
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Consultants should assume that conflict and disagcftement are 
inevitable and fundamental to successful change* 

Consultants should assume that people need pressure to change « 
even when change is desired. However, pressure to change can 
only be effective when clients have opportunities to react, to 
form their own opinions, to interact^ with others undergoing 
change, and to have access to available material and human 
resources. 

Consultants should^assume that change takes time; it is a 
process of "development in use.* Consultants should expect 
significant change to take a minimum of two or three years. 

Consultants should not assume that the reason for lack of 
implementation is rejection or resistance. Consultants should 
assume that a number of reasons exist for lack t>f implementation 
including value rejection, inadequate resources and insufficient 
time. 

Consultants should not expect all or e^^n most people or groups 
to change. Progress occurs when steps are taken to increase the 
number of persons affected. 

Consultants should assume that knowledge of the change process 
is essential; a plan of change is necessary based on the 
preceding assumptions a^id which addresses the factors known to 
affect implementation. Careful planning can bring about 
significant change on a fairly wide scale over a period of two 
or three years. 

If] 



9) Consultants should assume that no amount of knowledge will ever 
make it totally clear what action should be taken; action 
decisions are a combination of valid knowledge, political 
considerations, on-the-spot decisions and intuition. 
Consultants should understand that better knowledge of the 
change process will improve the mix of resources from which to 

y draw, but it should never represent the sole basis for decisions. 

10) Consultants should assume that change is frustrating and 
discouraging* If all or some of the preceding assumptions 
cannot be made, significant change should not be expected as far 
as implementation is concerned* 

One way to look at technical assistance is that it "generally represents 
variations rather than reorientations — variations are small-scale changes 
that can be accommodated within existing systems, while reorientations 
may cause a major power shift internally or externally* In most 
instances, the technical assistance described does not threaten those who 
hold power" (Gallagher 1980) * 

The role of the consultant, in implementing change, is intrinsic to the 
broader framework of knowledge dissemination and utilization* 
Dissemination and utilization, as a concept, is viewed by Havelock et al. 

« 

as the "transfer of messages by various media between resource systems 
and users" (1969) * The process of knowledge dissemination and 
utilization involves a number of distinct yet interrelated levels, 
including the individual; the interpersonal; the organization; the social 
system; and the linking roles between resource and user, types of 
messages, types of media and phase models of the process (Havelock et al. 
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1969) . The linking role, in turn, embodies research, development and 
diffusion; social interaction and problem solving, Each of these is 
important to and underscores the linkage model— "a series of two-way 
interaction processes which connect user systems with various resource 
systems including basic and applied research, development and practice" 
(Ravelock et al* 1969) * successful linkage occurs between sender and 
receiver when each exchanges messages via two-way interactions and when 
each demonstrates appropriate problem solving behaviors. The resource or 
helping system must be fully appreciative of the user's needs and problem 
solving abilities, while the user must be fully cognizant of the resource 
system's needs assessment strategies, solution formulations and 
evaluation processes* Such collaboration can result in more relevant and 
effective solutions, as well as build mutual trust and respect* Mutual 
trust and respect is the key to the transfer of knowledge and skills in a 
rapid, effective and efficient manner, and the overriding responsibility 
of .those involved in technical assistance. 

Definitions 

A review of the literature found the following definitions to be the most 
widely accepted and are, therefore, employed for purposes of this study: 

1) Knowledge dissemination and utilization— the utilization of 

various media to transfer messages between resource systems and 
user systems* 
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2) Technical assistance system — a constantly changing and complex 
communications network; its structure and function is determined 

by 1) content or information to be delivered, 2) characteristics 

s 

of the clients to be served and 3) characteristics of the 

* 

organization delivering the services* 

3) Technical assistance — a problem solving process for the 
transference of specialized information and skills* 

4) Consultant-<-the person delivering the services; i*e*, 
transferring the information and skills to the client 
organization* 

5) Linker— a person who connects a user system with a wide variety 
of resources in research, develofMner^t and implementation* 

6) Mutual trust and respect-^-a major responsibility on the part of 
the consultant; it is the key to rapid, effective and efficient 
transference of knowledge and skills* 

7) Innovation— a change which results in greater benefits, 
increased performance and accomplishments* 

8) Change agent — the person who is instrumental in planning for 
change and innovation* 

9) Model — a symbolic representation of the various aspects of a 
complex event or situation, and their interrelationships 
(Lippitt 1973) * 
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10) service delivery — refers to providing an array o£ helping 
activities, ideas, and resources which can aid in solving 
problems and assist the client organization in achieving its 
stated mission; delivery is the heart of the systematic 
technical assistance process and is preceded by planning, needs 
assessment and negotiation; evaluation concludes the process 
(Trohanis 1980); 

• 

11) Need— >re£ers to broad programmatic concerns that are both 
permanent and ongoing; also describes the difference between an 
organisation's current status and desired status; refers to 
specific tasks or activities an organization must undertake in 
order to accomplish its goals and objectives (Black 1980) • 



20 
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H. TECHNICAL ASSISTANCE IN EDUCATIONAL SETTINGS 



Toward a Definition of Technical Assistance and the Role of the Consultant 

Technical assistance, or "TA" as it will be referred to throughout this 
study, is defined by Clifford and Trohanis (1980) as "an intricatit 
conmunication and problem solving process for providing specialized 
information, skills and other types of supportive help to designated 
clients*" Richman and Clifford (1980) define technical assistance as 
"the transfer of specialized knowledge, skills, information and 
technologies from one system to another —usually from a TA system to a 
definable client system." Stedmah (1980) sees the TA system as "an 
organization with unique structural and functional characteristics* Its 
purpose is to transfer information from one place to another* It is a 
network of at least two organizations* It is a system for renewal and 
change* It is an open system relying heavily on the creativity, 
endurance and advocacy posture, of its membership*" The critical feature 
in each of these definitions is clearly the transfer of information via a 
well-defined system for communication* 

The consultant, as has been noted, is the person responsible for the 
transfer of information and skills to the client organization* A 
consultant can interact «ith a client in any number of ways* For 
example, the role of the person delivering the technical assistance may 
be consultative or collaborative; he or she may assist the client by 
providing new ideas and innovations specific to the diagnosis or by 
providing guidance in the process of problem -solving at any or all of the 
indicated stages (Havelock 197:»)* The first type of assistance 
(consultative) is content-oriented while the second type (collaborative) 
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is more process-oriented. 

Some refer to the first type of consultant as a technical expert 
(Trohanis et al. 1981). This person's relationship with the client is 
generally objective, detached and task-oriented. A technical expert 
often makes concrete recommendations which are derived from the research 
and the expert's past experiences to solve the client's problems. The 
second type of consultant is often called a process fa cilitator (Trohanis 
et al. 1981). This person's relationship with the client is mote 
personal, involved and keyed to the process of. problem solving. Such a 
relationship is necessary to the long-term success of any TA effort as 
the major goal of TA is to improve the clients' ultimate ability to solve 
their own problems; that is, build internal capacity. 

A revie- of the literature finds the following characteristics 
demonstrated by successful consultants (Trohanis et al. 1981, Menzel 
1975, Kiester 1969, Gurski 1977; Behr et al. 1981): 

1) Effective consultants have in-depth knowledge and broad-based 
expertise . They are recognized authorities in their fields and 
are knowledgeable about the roost up-to-date research findings. 
Additionally, they have extensive experience as consultants, 
which affords them widespread credibility. 

2) Effective consultants are skilled in communications . They are 
able to listen, speak and write well. 

3) Effective consultants are knowledgeable about the TA process. 
They understand the importance of needs assessment, problem 
solving, delivery of service using a variety of modes, 

followfup, evaluation and so on. Effective consultants are 

0550s 9') 
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well-gcounde^ in the skills of planning, problem identification 
and data analysis* 

4) Effective ccnsultants ate skilled in interpersonal 

relationships * They demonstrate positive attitudes and 
enthusiasm to the client for the task at hand; additionally, 
they are seen as sensitive, honest and flexible persons* 
Effective consultants seek to establish mutual trust and respect 
through a climate of openness and intentionally work toward that 

< 

ende 

9 

The Goals of Technical Assistance 

There are three major goals of any sequenced TA process* The first goal 
* is obviously "to solve the clients' immcKiiate or long-range problem as 
mutually .defined by the resource and user systems; for example, an 
educiktional institution wants the capabilities to develop a management 
information system" (Rlchman and Clifford 1980) * A second less obvious 
goal is to concurrently develop "capacity" within the client; that is, 
enabling the client system to eventually define and solve its own 
problems* A third goal and equally as important, is to assist clients in 
becot ing more skilled in using TA systems in the future* 

Technical assistance systems in education are designed to foster growth 
and change in people — to help them acquire new skills, knowledge, methods 
or attitudes (Crandall and Williams 1981) . Such persons ma^ be faced 
with new roles or activities (and the resultant new demands, priorities 
and pressures) that go beyond their expertise, experience or resources* 
For example, Crandall and Williams (1981) give an illustration of the 
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teacher who has developed a new classroom program and receives fund? to 
make the innovation a model project. The teacher suddenly beconies a 
project director, responsible for developing, refining, validating and 
disseminating the program within a three-year period. This person 
requires immediate, ongoing and specialized TA to reach success in the 
new effort. Other examples of persons requiring TA offered by Crandall 
and Williams (1981) include* a project director who is an established 
expert in the content area of the project but new to the management role; 
or the situation in which the project was conceived and proposed by a 
grant specialist whose job is to^.pompete for funding, not develop highly 
operable work plans. These situations all require specialized technical 
assistance for persons who suddenly become engaged in new, demanding and 
complex tasks. Based on their work in providing TA in such situations, 
Crandall and Williams (1981) offer a set of assumptions that should guide 
any TA organization: 

TA, like change, is a process not an event . Since clients are 
engaged in the long-term process of change, TA must be available 
for extended periods in order to support these persons as they 
pursue their objectives. 

Effective TA is based on systematic procedu res for determining 
needs and developing Plans to meet those needs . 

TA takes Place within the context of a formal, ongoing 
relationship that is based on mutual trust and r espect. 

2i 
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2) 



3) 
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4) TA sei vices must include the use of a broad range of resources 
and delivery modes # 

♦ 

5) TA systems serving professionals are based On enrichment » not 
deficiency . The experience and knowledge of the client can be 
viewed as significant resources in focusing the assistance given 
and in building the client's capabilities. A consultant, then, 
becomes the * change agent* for the innovation: "a change which 
benefits the pec^le who are changed" (Havelock 1973) . 

The Consultant as Change Agent 

Havelock (1973) defines a *change agent' as "a person who facilitates 
planned change or planned innovation." Persons with any number of job 
titles may become change agents, such as curriculum coordinators, 
curriculum consultants, dissemination staff, counselors, concerned 
parents, citisens or many others. However, persons who become the change 
agents for an innovation are not necessarily consultants nor those who 
will deliver the technical assistance* The change agents' role is to get 
things started by seeking answers to existing problems. On the other 
hand, all consultants must also play the role of change agents. The 
consultant must have the skills in the various stages of providing 
valuable assistance, as well as being an instigator of change. 

Havelock (1973) suggests there are four primary roles of the change 
agent: 1) as a catalyst, 2) as a solution giver, 3) as a process helper 
and 4) as a resource linker. An effective consultant must be able to 
play all four roles. 
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1) The Change Agent aa Catalyst t 

Many people faced with change would rather maintain the status 
quo J they would rather keep things as they are. Consultants in 
this role need to overcome such reluctance and complacency. 

2) The Change Agent as Solution Giver < 

Effective consultants must know when and how to offer solutions 
to problems. Additionally, consultants must be skilled and 
knowledgeable in the use of the solution to be able to help the 
client adapt the solution to identified needs. 

3) The Change Agent as Process Helper t 

Consultants in this role are experts in problem solving* they 
provide assistance in showing the clients how to do the 
following: * 

Recognize and define needs 
Diagnose problems and set objectives 
Acquire relevant resources 
Create solutions 
Adapt and install' solutions 

Determine if the consultant is satisfying the needs 

4) The Change Agent as Resource Linker t' 

An extremely important function of the consultant as change 
agent is that of linker— bringing the client into contact with 
resources, both human and material, inside and outside the 
client system. 
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Figure 1 displays the four change agent roles that should be an integral 
ptart o£ the consultant's repertoire of skills and knowledge* 

In carrying out "helping" relationships with clients, consultants as 
change agents will find themselves operating along a continuum of 
interactive roles. Figure 2 illustrates major helping relationships 
ranging from primarily directive to primarily nondirective depending on 
the situation and the client's need* Consultants may choose any degree 
of consultation that is appropriate. Bach position in Figure 2 is 
suitable under certain circumstances, once again, depending on the 
expressed needs of the client. 

The Role of the Broker in Technical Assistance 

While technical assistance may be directly arranged for by the client, 
often, a third party is involved— the broker. A broker is a person or 
group who is responsible for locating, contracting for serviced and 
managing the financial considerations of employing a consultant. The 
broker may be a part of the client organization such as an executive 
director, a board of directors or a steering committee* The broker may 
also be outside the cli^itt^ organization, such as state-level regional 
consulting groups, technical assistance agencies and technical assistance 
resource centers* 

One example of the broker role is the Technical Assistance Development 
System (TAOS), which has provided suiport services to model demonstration 
projects and state education agencies grantees of the Handicapped 
Children's Early Education Program (HCEEP) for over ten years* The 
program is administered by the Office of Special Education, OSERS, U*S* 
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FIGURE 1 



The Consultant as Change Agent- 
Four Primary Roles 




SOURCE: Havelock, Ronald. The Change Agent's Guide to Innovation in 
Education. New Jersey: Educational Technology Publications. 15737^ 
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FIGURE 2 



Multiple Consulting Approaches of the Change Agent 
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Department of Education. TADS acts as a broker for technical assistance 
on a variety of levels including face-to-face, mail and telephone 
interchange, client visits to consultants as well as offering TA through 
workshops and conferences. TADS expects more "electronic- TA in the 
future to reduce travel, per diem and other costs with the greater 
availability of computers and telecommunications equipment. 

TADS has found the following broker characteristics to be central to 
success (Trohanis et al. 1981) t 

1) Brokers are knowledgeable about procedures . They understand the 
importance of identifying needs, negotiating written agreements, 
delivering services and reporting results. 

2) Brokers have internalized a valid TA philosophy. They have the 
appropriate orientation to responsiveness and nondirectiveness, 
and understand the importance of timeliness in responding to 
client requests. 

3) Brokers have extensive knowledge regarding the clients' programs. 

4) Brokers have the necessary ski lls to select appropriate 
consult ants and utilize avai lable resources. 

TADS has drawn on the work of Lippitt and Lippitt (1968) to identify the 
steps necessary for a broker to take in establishing a system for helping 
the client identify and solve problems (Trohanis et al. 1981) . These 
steps include: 
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1) Make contact with clients* 

2) Develop a contract and establish a helping relationship* 

3) . Identify problems* 

4) Set goals and plan to achieve them* 

5) Implement the plan and exchange impressions of its success or 
failure With the client* 

6) Complete the contract* 

Based on these, TADS employs a similar system in offering TA to clients* 
TADS views its role as a resource agency that provides comprehensive, 
continuous, nonevaluative support to early education projects through 
assistance in managing programs, clarifying ^methods and accomplishing 
goals and objectives (Trohanis et al* 1981)* 

Figure 3 displays the system employed by TADS in offering TA to clients* 
Figure 4 shows how TAOS has utilized Lippitt and Lippitt's six steps* 

» . t 

The Role of the Funding Agency 

Many of the TA systems now in existence are operating successfully with 
continuing support from a funding agency, often at the federal level* 
This usually results in a three-party relationship among the funding 
agency, the client system and the technical assistance organization* The 
objectives of the funding agency are usually based on law or regulations; 
the funding agency hopes to achieve their objectives through the work of 
the client system and the TA organization* Therefore, the consultant 
helps the client organization to perfor:;; activities that address the 
objectives of the funding agency* In education, these activities 
typically involve development of programs or staff, improvement of 
programs or /services or dissemination of proven practices and programs 
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FIGURE 3 



TADS Technical Assistance Broker Model 
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FIGURE 4 



A Comparison of TADS Technical Assistance Approach 
and Uppltt and Llppltt's Phases of Consultation 
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(Crandall and Williams 1981) . Crandall and Williams (1980) describe the 
role of the funding agency: 



The funding agency retains responsibility for 
selecting and monitoring clients, but it contracts 
with an outside agency to provide them with services 
that help achieve the objectives. The technical 
assistance agency may be a private profit or nonprofit 
organization, a university, a state education agency, 
or a regional educational service unit* Within many 
state and local education agencies, a separate unit 
within the agency rather than an outside agency 
provides technical assistance services* When 
supported by a grant or contract, these units are 
temporary systems} when part of a public agency, they 
most often function as ongoing sub-systems of those 
agencies* Several functions that the three parties in 
the technical assistance relationship serve are shown 
in Figure 5* 



An Historical Perspective 



Four underlying causes for the historical development of TA 
organisational structures within education have been proposed (Clifford 
and Trohanis 1980) x 



1) New legislation, court and administrative rulin gs have created 

— ar speeialiBed climate for TA services* For example. Public Law 

94-142 mandates compliance at state and local levels for 
numerous critical provisions, including the development of 
Individual Education Programs (lEPs) for handicapped students as 
well as for procedural safeguards and child evaluation* The 
result has been widespread need for assistance to resp-^nd to 
such an enormous and complex venture* A special nationwide 
networte of 12 related TA projects, called the Regional Resource 
Center Program, was established to provide assistance to local 
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FIGURE 5 
Functions of the Three Parties 



FUNDING AGENCY 



designs prograi 

awards grants on 

contracts / ^/reports 

progress 



assists projects 

clarifies requirements^ 
negotiates workscope 
monitors 



transmits 
information 
on TA 



requests 
information 




mission 



workscope 



monitors 



negotiates 
workscope 



seeks input to design 
technical assistance 

gathers information 
on technical assis- 
tance contractor 



aiENT 
SYSTEM 




^ a! ^ ^ ^ 



T.A. 

AGENCY 



^\ \ \ "'^^ \ 
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E^C the' 1980' 8 » TecHhical Assistance Development Systga^ The University of North 
"Carolina. 1981. 



capacity-building efforts. Funded by the U.S. pepartment of 
Education, the network serves to provide materials and training 
to key professionals for assistance in implementing PL 94-142. 

2) There has been greater national recognition and acceptance among 
educators for the need for nontraditional and res ponsive staff 
development or in-service training. All professional educators, 
including administrators, teachers, psychologists, counselors 
and other specialists, continue to require the most up-to-date 
knowledge and skills training in their respective areas of 
expertise. As the educational knowledge base continues to 
expand, professionals see TA systems as effective and efficient 
means for assisting them in improving students' performance. An 
important aspect of recent TA efforts is the greater 
availability of more responsive and nontraditional mtfans of 
capacity building, including the use of consultants over an 
extended period of time, the greater availability of specific 
mini-courses and correspondence courses and increased emphasis 
placed on internships and field visitations to learn new 
practices, and skills. Additionally, the role of the "linking 
agent* to make expanding knowledge bases moce easily available 
to the client has been given increased attention. This person 
often serves as a "sifter" or "selector" to exactly locate and 
transfer the specialized types of knowledge and skills needed by 
the client. Such a diverse selection of offerings allows ^ 
educat^^ to choose, from an array of TA options, the specific 
types of assistance they feel will be most operative. Morey 
■traditional* methods of TA such as the limited, heavily 
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structured aeminar# workshop or course is considered 
insufficient and undesirable by many educators today. 

3) Increasingly* communities are responding to the cry for school 
reform and calling for more qualitative, cost effective and 
accountable educational services . Recent national reports 
criticizing our nation's schools # statewide student and teacher 
competency tests, the decline in staff productivity as well as 
students and parents demanding increased services from their 
schools have resulted in a greater need for TA services to 
handle the additional pressures and demands. TA systems are 
seen as a viable means for upgrading professional and student 
skills and knowledge as well as for maximizing the schools' 
outputs in times of dwindling resources. 

4) The effect of the civil rights movement on minorities, women, 

, the handicapped and the disadvantaged h as led to a greater need 
for TA services . Changes in educational structures and living 
styles coupled with new challenges mean that educators must be 
prepared to effectively incorporate the innovations. TA systems 
are seen as the means for providing current and appropriate 
materials and knoifledge in addition to helping clients cope and 
become sensitized to adjustments. 

The preceding four causal factors underscore the increased emphasis being 
placed on TA systems in educational settings. Communities, parents, the 
courts, public officials and students have if sued a resounding cry for 
more effective and coot efficient school programs. Technical assistance 
is seen as having the power necessary to effect change. 
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Gallagher (1980), in looking at the history of TA in America describes 



the critical relationship between a technology-advancing society and the 
need for better ways to coonunicate new ideas and skills; 



Use of the term "American educational system" is inappropriate 
and confusing when we consider that there are more than 18,000 
independent;.y run school districts with more than two million 
elementary and secondary school teachers and more than fifty 
million children in the United States. The "system" is actually 
disconnected and nonsystematic. With its emphasis on local 
management and control and few provisions for accommodating 
outside influence, this educational system seems m>t9 
appropriate for a simpler agricultural past than for the 
technologically dynamic society of the present and the immediate 
future. 

> 

How can we ..provide support systems that will allow maximum 
communication and the transference of new ideas and skills to 
diverse situations in the minimum amount of tine? The few 
institutional or structural devices used for communication . 
between school systems in the past have proven much too weak and 
alow moving for current circumstances. After all, public 
education today is extremely complex, unwieldy, and not easily 
changed or understood. 



The idea of providing TA to communicate new ideas and skills cannot be 
considered innovative in and of itself. Agriculture and industry are two 
specific examples of professional fields that are deeply involved in 
organizational improvement and make widespread and extensive use of 
dissemination efforts (Rogers 1962,. 1968; Argyris 1965; Thompson 1969). 
Though caution is in order in comparing bdncepts in agriculture and 
industry to education, much can be .learned from past efforts in these 
fields. Gallagher (1980) describes two types of technical assistance 
offered in educational settings at present: 1) ad hoc consultation and , 
2) new organizational designs. Serious problems were found to be 
associated with each as shown in the following discussion. • * 
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Ad Hoc Consultation 

Ad hoc consultation has bISh one.pri^ty mechanism for delivering TA 
services—persons with well-dbfined areas of expertise moved from school 
to school, or from institution to institution, passing along limited 
"situation-specific pieces of information. Generally, these persons were 
selected to deliver the service bas6d on their close proxiwi.ty to the 
client, for example, a professional from a nearby college might be asked 
to deliver services. Other times, the consultants were recommended by 
school staff. Such consultants were rar.ely involved in formal 
evaluations? satisfaction with the services delivered was usually 
minimal. There were, and continue to be, distinct disadvantages in 
employing ad hoc consultants. Gallagher suggests the reasons for these 
limitations are easily observable (1980) » 

1) The experts' skills don't always match wi th what's needed. The 
;consultant usually has a well-developed, highly specialized set 

of skills that he or she is prepared to deliver, regardless of 
the needs of the clients being served. 

» 

2) A limited time frame discourages seriou s or sustained 
consultation . The mode of delivery is most often the one- or 
two-day workshop. There is inadequate time for orientation to 
the program and staff, for needs assessment or fbr follow-up 
activities. 

3) !rhere is lack of time to develop mutual trus t and respect. 
Establishing trust and respect is crucial before any transfer of 
knowledge or skills can occur. Often, consultants wrio must 
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deliver a set agenda of services quickly are perceived as 
superior to local staff, causing resentment and disinclination 
to accept new ideas and skills. 

New Otqanisational Designs 

The second basic nechanisa for delivery of TA services in the past as 
identified by Gallagher nas been new organizational designs. Those 
involved in dissemination and diffusion efforts have long recognized the 
need for a new type of delivery system which would result in the 
accoiiq;>lishment of, at least, minimum goals. 



An attempt was made to establish complex dissemination system s suc h as 

k * • 




the Educational Resource Information Center (ERIC) and Medical Citerature 
Analysis Retrieval System (MEDLARS). Yet some researcHers! including 
Gideonse (1969) , feel that such dissemination efforts have been less than 
effective in producing visible educational change. Other efforts on a 
federal level aimed at increasing commimication via elaoorate diffusioQ 
systems within education included the following (Gallagher 1980) t 

• Instructional Materials Centers for the Handicapped (Moss 1968) 

• Regional Media Centers for the Deaf (Gough 1968; Soeffing 1974) 

• Regional Resource Centers 

• Leadership Training Institutes 

• Regional Demonstration Centers 

• Regional Educational Laboratories 

Outside the field of education, regional medical programs and parent and 
child centers were some of the attempts made to increase communication 
via formal dissemination mechanisms. 
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As with ad hoc consultations, problems have also been associated with new 
organisational designs. Primarily, the criticisms have been directed 
toward the paucity of information reaching the client or consumer: "Most 
of these efforts seem to end up concentrated within the organization and 
not in the field with the clients" (Gallagher 1980) . 

Past atteaqpts at creating educational diffusion systems have been made 
based on some discerned need? however, tne need was often unrelated to 
what was already known to be succ«*«sful in other fields such as 
agriculture and iijdustr^v^ Gallagher (1980) reviewed the studies of a 
number of researchers^ incltiding the following, and came to the ^ 
conclusion that one Rey to suc^ssful dissemination programs lies in 
"personal contact: 




1) Hagerstrand (1953, 1967) prop6i^ed an innovative wave theory 
which. was founded on the premise \hat changes in agricultural 
practices occur through a complex se\of face-to-face social 
networks at local, regional, national ari^^ter national levels. 

2) Brickeil (1961) studied educational processei\in New York and 
suggested that change occurs through the personaX^demonstration 
of new ideas and not through traditional educational channels. 

\ 

3) House, Kerins and Steele (1972) found a cadre of advocat^^to be 
the key ingredient in successful change efforts through a s^ydy 
of program adoption in Illinois. \ 

4 

4) Sarason et al. (1977) in studying patterns of dissemination 
related to resource networks, found that the success ^f 
dissemination is dependent on the network of associations within 



0550s 4 2 

-24- ^ 



X. 

the clidnt group lis well as the nature of the messages or 
diffusion nechanisme 

Thtt evid«nc« is clears pocsonaX contact^ with clients is more likely to 

^* 

result in increased and sustained change in clients. 

Along with increased personal contact with clients, ^(^allagher- (1980) 
suggests four additional elements will help overcome the problems 
associated with ad hoc consultation and organizational design -TA systems: 
1) needs assessment including the problem solving cycle, 2) use of .a 
talent bank, 3) written agreements and 4) mutual trust and respect. Ba^h 
of these is discussed in Part lit Implementing the Research! The 
Effective Delivery of Technical Assistance, 
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III. SUMMARY 

A review of the research regarding effective technical assistance efforts 
clearly shows that current technical assistance systems and organizations 
are in a constant state of fluxj we can expect major reconfigurations of 
technical assistance operations in the future based on evolving needs of 
clients f the greater sophistication of technical assistance services and 
strategies being offered and the expanding reliance on a growing body of 
empirical data resulting from effective technical assistance. The goal 
of any technical assistance effort, as has been demonstrated, is desired 
and planned for change, including solving the client's immediate or 
long-range problem, developing capacity within the client and assisting 
the client in becoming more skilled in using technical assistance systems 
in the future. However, change does not always mean improvement. 
Therefore, the critical question for consultants to ask themselves is how 
to initiate, implement and sustain change constructively. 

,5, In planning technical assistance systems, success requires efforts in 
three major categories: 1) comprehensive and sustained efforts to 
research or evaluate the impact of the technical assistance provided, 

appropriate preparation of consultants to provide the technical 
assistance or support services and 3) a variety of technical assistance 

systems^ N^nd technologies to serve diverse, educational settings. 

\ 

\ 

\ 

\ 
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Technical assistance systems have been characterized as communication 
net«rork8 linking content and service delivery organizations such as R&o 
centers with client organizations. A basic set of assumptions regarding 
effective technical assistance systems in implementing and sustaining 
educational change has been identified in this part of our study. Also 
discussed in depth were definitions related to technical assistance and 
the role of the consultant in the successful delivery of technical 
assistance. 

In addition, the roles of the broker and the funding agency were 
presented along with a discussion of historical perspectives of past 
technical assistance efforts including the development of ad hoc 
consultation and new organizational designs. 

In Part I of this study, we have attempted to present a conceptual 
framework for looking at the process of technical assistance. In 
Part II, we offer a set of recommendations to help consultants move the 
research findings to the implementation level. It is hoped that both 
parts of this study, in combination, will assist those persons currently 
involved in delivering or receiving technical assistance to achieve 
success. 



45 



05508 

28 



IV. BIBLIOQRAPHy 



Acgyris, C. Organization and Innovation* Homewood, lilt Dorsey 
Press » 1965* 

Beer, Stafford* Decision and Control* The Meaning of Operational 

Research and Management Cybernetics * New York, New York: John 
Wiley and Sons, 1966* 

Behavioral Science Concepts and Management Applications* 

National Industrial Conference Board (no date given). 

Behr, S* et al. A Case Study of Technical Assistance to Demonstration 
Programs, Part 1* Chapel Hill, NCi Technical Assistance 
Development System, University of North Carolina, 1981* 

Bennis, Warren* "Framework for Planned Organizational Change*" Paper 
presented at ASTD Conference, Washington, D*C*, April, 1964* 

Bennis, Warren* In Visualizing Change (Gordon L* Lippltt, ed*). 

Fairfax, VAi NTL Learning Resources Corporation, Inc*, 1973* 

Black, Talbot et al* The Development of a Needs Assessment Process* 
TADS* Chapel Hill, NCi The University of North Carolina, 
Summer, 1981. 

Black, Talbot* "Designing and Implementing a Technical Assistance 
Needs Assessment." (Clifford and Trohanis eds.)* Columbus, 
Ohiot The Ohio State University, 1980. 

Brickell, Henry M* Organizing New York State for Educational Change* 
Albany, N.Y.i State Educational Department, 1961* 

Clifford, Richard M* and Pascal L* Trohanis (eds*). Technical 

Assistance in Educational Settings . Columbus, Ohio: The 
Ohio State University, 1980. 

Crandall, David P* and Martha Williams* The Maturation of Technical 

Assistance in the 1980s* TADS. Chapel Hill, NC: The University 
of North Carolina, Summer, 1981* 

Oalton, G* "Influence and Organization Change*" Unpublished paper* 

Harvard Business School* Reproduced on pg* 8 of Organization 
Change and Development by Dalton, Lawrence and Groiner* 
Richard Irwin (pub*), 1970* 

Bkendahl, J* Consulting Concepts: A Handbook* Seattle, WA: 
University of Washington, 1979* 

Ford, John J* and Leslie F* Hergert* Linking Agents' Tool Kit* The 
NETWORK, Inc*, Andover, MA, 1971* 

Pullan, Michael* The Meaning of Educational Change* Teachers College 
Press, Columbia University, 1982* 



0701s 



Qallaghecy James* "Technical Assistance and Education in America*" 
In Technical Assistance in Educational Settings* (Clifford 
and Trohanis eds*)* Columbus, Ohio: The Ohio State 
University, 1980* 

Gallessich, June* The Profession and Practice of Consu ltation* 
Jossey-Bass Publishers, 1982* 

Gideonse, H* Educational Research and Developmen t in the United 

States* Washington, D*C* I a*S* Office of Education, 1969* 

Goodstein, Leonard D* Consulting with Human Service Systems * Addison- 
Wesley Publishing Co., 1978* 

Gurshi, G* Consultation Skills for Resource Specialists* Los Angeles, 
CAi California Regional Resource Center, 1977. 

Eager strand, T* Innovation Diffusion as a Spatial Process* Chicago, 
111*1 University of Chicago Press, 1967* 

Qagerstrand, T. The Propagation of Innovation Waves* Lund, Swedeni 
The Royal University of Lund, 1953* 

Hartman, Linda and Jerry Mundel* "Is There a Consultant in Your Future?" 
In Technical Assistance in Educational Settings (Clifford and 
Trohanis eds.)* Columbus, Ohioi The Ohio SUte University, 
1980. 

Havelock, R*G* and A*M* Huberman* Solving Educational Problem s i The 
Theory and Reality of Innovation in Developing Countries* 
A study prepared for the International Bureau of Education, 
Unesco* Praeger Publishers, 1978* . 

Havelock, Ronald G* et al* Planning for Innovation through Diss emination 
and Utilization of Knowledge* Institute for Social Research* 
Ann Arbor, Michigani The University of Michigan, July, 1969* 

Havelock, Ronald* Planning for Innovation* Ann Arbor, Mich*i 

Center for Research on Utilization of Scientific Knowledge, 
Institute for Social Research, University of Michigan, 1971* 

Havelock, Ronald* The Change Agent's Guide to Innovation in Education* 
New Jersey: Educational Technology Publications, 1973* 

House, B*, T* Kerins and J* Steele* "A Test of the Research and 

Development Model of Change*" Educational Administration 
Quarterly* v8nl, 1972* 

Kiester, D* Consultation in Day Care* Chapel Hill, NC: Institute of 
Government for the University of North Carolina at Chapel 
Hill, 1969* 



O 0701a » 4V 

ERIC 



Lippitt, Gordon L* Quest for Dialogue* Washington, D.C.t Development 
Publications, 1966* 



Lippitt, Gordon L* Visualizing Change: Model Building and the Change 
Process * Fairfax, VAt NTL-Learning Resources Corp*, 1973* 

Lippitt, Gordon and Leonard Nadlec* ^Emerging Roles of the Training 
Director** Training and Development Journal * August, 1967. 

Lippitt, Gordon and Ronald Lippitt* The Consulting Process in Action* 
La Jolla, CA: University Associates, Inc*, 1978* 

Nenzel, R* *A Taxoiuniy of Change Agent Skills** Journal of European 
Training* v4, 1975* 

Nash, Nicholas and Jack Culbertson (eds*) Linking Processes in 
Educational Improvement: Concepts and Applications* 
Columbus, Ohio: University Council for Educational 
Administration, 1977. 

Pino, Rene and Ruth P* Emory* Preparing Educational Training 

Consultants: Organizational Development (PETC IIP * Por t land , 
OR: MHRBL 1977* 

Richman, Harold and Richard M* Clifford* "Toward a Model of Technical 
Assistance*" In Technical Assistance in Educational Settings* 
(Clifford and Trohanis eds*)* Columbus, Ohio: The Ohio State 
University, 1980* 

Rosenblum, Sheila and Karen Seashore LoujH* Stability and Change: 
Innovation in a Educational Context* New York: Plenum 
Press, 1981* 

Sarason, S* et al* H uman Services and Resource Networks* San Francisco, 
CA: Jossey ioss, 1977* 

Segall, Marshall H* Crosa-Cultural Psychology: Human Behavior in 
Global Perspective* Monterey, CA: Brooks/Cole Publishing 
Co., 1979. 

Sinha, Dharni (ed.). Consultants and Consulting Styles . New Delhi, 
India: Vision Books, 1979. 

Stedman, Donald J. "Some Technical Assistance system Design 

Considerations." In Technical Assistance in Educational Settings 
(Clifford and Trohanis eds.). Columbus, Ohio: The Ohio State 
University, 1980. 

Suarez, Tanya M. and Patricia Vandiviere. Evaluation; The TADS 
Experience . TADS. Chapel Hill, NC: The University of 
North Carolina, Summer , 1981. 

Trohanis, Pascal L. "Delivering Technical Assistance." In Technical 

Assistance in Educational Settings (Clifford and Trohanis eds.). 
Columbus, Ohio: The Ohio State University, 1980. 



0701s 



31 48 



Ttohanis, Pascal et al. Consultation and the tads Experience* TADS 
Chapel Hill, KCj The University of North Carolina, Summer, 
1981. 

Whyte, William P. "An Interaction Approach to the Theory of 

Organization." In Organizational Behavior and the Practice of 
Management (David Hampton et al.). Glenview, IL: Scott 
Foresman and Co., 1968. 

Wiegerink, Ronald and Roy V. Bruninghaus. "Negotiation in Technical 

Assistance." In Technical Assistance in Educational Settings 
(Clifford and Trohanis eds.). Columbus, Ohio: The Ohio State 
university, 1980. 



32 

O 0701s 



